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a% the 8th Agency Orientation Course, 21 November 1952

Romavks of General Walter B,

and hiz answers to questions ¢

CAREER SERVICE IN CIA

General Smitht I heve found that there are alwsys s mumber of cuestions

which our psople wonld like to ask, not only in connection with the

- over-all business of the Agency, but in connection with their personal
careers. Please have no hesltation in aesking anything which may occur
%o you. If I cannot myself answer your questions from the platform,
I will see that you get them answered by someone who is possibly more
competent and more familier with the detalls than I. I want to remind
you that the service of national intelligence and of national security

. has become a permanent, honorable career. It is in effect a fourth
service as comparad with the three military services, snd its operation
will be continuous and accelerated in time of war, under its own
command and under 1is own organization., Since the passage of the
National Security Act, intelligence is zblé to offer you permanent,
secure and honcrable careers and it is to your credit and to our
advantage that you have accepted that career earnestly and seriously.
I do not think that many of you will ever feel that you have made a
migtake.

k14 % »*

(nestion: Regarding the stability of the Agency, will the change in the
Administration have any effect on the pgency, and what would happen
to vy in time of hot war?

General Smith: Since thie is a statuatory Agency supported by a career
gervice, there will be no change with changes in the Administration,
The Director and his principal Deputies and Assistants are none
political appointess and, while the Director himself must undoubtedly
be a man whom the Chief Executive 1s willing to accept, and to whom
he will glve a certaln measure of confidence, it is unlikely that you
will ever have a Director whose stabus will change with changes in
the Administration. As a statuatory organization established to
service the National Government, there is no possibility of change
that I can anticlipate over the long views nor is there any in wartime,
except that, in theatres of active operations - that is where shooting
iz going on « our persommel under the senioer representative present
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would antomaticelly report to and cerry out the orders of the senicr
milltary commander in the thesdre of operations, jJust as they are

now doing in Kovea. There the military requirement of winning the
campaign or winning the wer is paramount and everyihing clse is
subordinabe to that. Howsver, our poraonnel in an active theatrs

of operations would have other responsibilitice. They would have
migslona targeted outeide bub based on a military theatre of operatiom.
Those missions would be transmitted to them from headquarters with

the concurrence snd knowledge of the Joint Chiefs of Staff, and they
would be aupported by the Thesive Commander concernod,

2 # o
Guestion: Ave the Senior Rewasan{.ativeé oversess your alter egos?

Genaral Smith: Yesz. With rela-t.i.on o my&eli‘ or to any future Director,
they occupy the same position that the commander of a theatre of
operations, in a rilitery sense, wuuld ocoupy with respect to the
mllisary henci& in Weshington.

#* %* *

Question: What do you think about *i:he policy of rotavion of incﬁ.viduals
"in key spots, in keeoping with the namar concept?

Genaral Smith: Well, since I've ordered it and pressed it, I'm obviously
in favor of it. I would like to amplify thet a litile bit. In the
first place, cne cannot conduct global coperations,as we conduct them,
exclusivoly and entdrely comtrolled by a desk in Washington. In the
gecond place, our peoplo in the Field bellsve, and unfortunately in
soms cases they've had grounds +0 feel, that the mon who ars telling
‘ther what to do have nevor been on the sharp end of the stiok. There
1s a third and very impelling resson. An Agency of this kind, like
a milltary egency, is extremely illeadvised if it koeps its dest
talent ab home, It should get the best people that it can - get the
most experienced people that it has « the most relisble people that
i% hes = out to the point of impact., Thus, when you issue an order
to a man in the field, knowing him, Imowing his capsbility and his
relisbility, you have every assurance that it will be properly carried
out and that the duty will be woll performed. Accordingly, it is
desirable to got the people we have hers occupying key positions, who
hove dmonstrated thelr fitness for trust end competence, a3 repidly
as poasible to the criitlcal places outside of the United States which

- are the key to owr effective operatlons.
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is enough working level cooperat-ion
betwean CIA Offices today, within the Yimits, of ooursa, _ .

sacurity?

Oeneral Smiths Yes, I think so. You have to iry to arrive at a hapny
medium betwoen the necessity of knowing and the actual need of
knoving, particularly with regerd to our sensitive Offices, At
least, the intention of the policy and the desire to provide that
cooperation exists, although the machinery, from time to time,
has not been as effestive as one would like. I hope to incresse
this by gradusl tranafer of qualified personnel from one Diviaion
of the Agency to another, to 2 greater extent than has heretofore
obtained, so that esch officer ~ esch employes - will have &
broader perspective than that given him by work within one -
particular Diviasion in which he may well speclalise. But he should

~ bave one or two alternate specialties, particularly when he goos .
out into the field.

* i ]

(uestions Many CIA peopls have reserve status, Does the fact that a
C1A employse 1s a menber of an Army reserve hlnder his career or
help 4t in CIA?

General Smith: Why to a certain extent I shovld think it would belp
1t; because thare are many Jobs that we do in which military
training or past rilitavy experience is an essential quality.

Begides, t

bs that we have to do where it mi
25X1C4a

S0, in my oplhion, reserve status 18 an asset because it mea
the scope of the usefulness ot 2 CIA officer,

* * :i 4

Question: Are you concerned sbout perasonnel turnover and are you
taking steps to minimize it?

General Smithe: Very much so, Our personnel turmover is by comparison
relatively small, but itts stil)l much oo large, Thatls ome of

ko rgﬁo ie to mbo@%%gemy a%odm l}ngrecg%lainb

| ofany!c!nd Aamm,youauhmopportuﬁ.tyalaotora
dirset appeal to myself or Mr. Dulles if you feecl that y¥n have
been & victim of injustice, So there is no excuse for anybody
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golng omheard 3f they have a complaint or a legitimate gquestion to
railse with regard to their official or persongd lives within ths
Agencys I will not, howsver, tolerabe anybody going outside the

. Agenoy, I had a case abbut six months ago. Since it was a speoial
onss I have detided to ignore i, One of our employess wrots a
letter ¢o the President = of course he handed 1t %o me, But we
have an Inspector General for that, and you can all come to someons,

% » ' *

tuestion: Since we can net tolerate medioority im CIA, what doos an
ewployes do whon he finds 1t on ¢he Job?

General Smith: If he is an exscutive, who ie responsible for eliminating
madiocrity, he should prompily eliminate it. On the other hand,
no one likes to be a taleboarer, and no one likes a taleboarer. In
dealing with your subordinates, be completely cald-blooded in
elimingting mediocrity, Where you aencounter it arong yowr coelleagues
on the same leval, just griv your teeth and hopa that your immodiate
superior will bs as quick to recognize it as you are,.

* * ¥

Question: With regard to the official osiling on T/0's, d you anticipste
that there will be further cuts in the orgsnisation?

General Smith: No, I don’f, We'll have to increage a 1ittle bit for
training purposes, It's a simple fact that while we have a rather
large pergommel ceiling budgeted for, we can't get the gualified
peopls to £111 that persounel celling, They just simply don't
exist. We've gone ghout the limit, . Cccoasionally one may get from
the cutside very highly qualified mén or women, tempt them in, twist
their axrme eand get them t0 sign up on a caresr bssis. Dut those are
becowing fewer and fewer so we must depend on the younger pecple -~
that we are bringing wp through the ranks. Of course that is, in
avy technical service lilke our owms the heart and sounl of a carecer
organization. Unless every private carrios the baton of a field
marshall in his imspseck, he hasnit very wuch to look forward to,
Unless every junlor officer has the right %o ewpect promotion through
the grades and vltimately the opportunity to occupy the highest poat
in the career of his choice, there is vory liitle to hold Wn in his

obs So intention i2 to keep our mumibers dowm, o be sadec
natoad 51‘1%23:&:131%, and %o loog more and more to’the, Jun?.glrs gm
f111 the serdor posts, o
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